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ABSTRACT

The City of Tacoma hired an independent consulting firm, TriData, to conduct a
comprehensive assessment of the Tacoma Fire Department in 1991. In response to this
study, theinitid action of the department was to form atraining task force; the Training
Advancement Team (TAT). Asthisteam worked on the overal training plan for the
department, a sub-team was to address the consideration and recommendations of a
prerequisite to fire lieutenant.

The purpose of this research was to make a recommendation to the prerequisite
training needs of afirefighter desiring to promote to the pogtion of fire lieutenant. An
evauative research method was used to answer the following questions:

1. What skillsand training are needed to be afirgt line supervisor?

2. Wha skillsor training are needed to be a safe and effective fire lieutenant in

the Tacoma Fire Department at the time of promoation to the position?

3. What established standardized prerequisite programs are offered for the

firgt line supervisor?

The literature reviewed and results obtained support the need to initiate a
prerequisite program for fire lieutenant. The results aso identified that the Nationd Fire
Protection's NFPA 1021: Standards for Fire Officer best meets this need.

The Tacoma Fire Department should continue the partnership with Bates
Technicd Collegein the plan to implement a program to fulfill the Nationd Fire
Protection Association 1021, which provides a transferable college credit curriculum
within the Pierce County community. This recommendation supports the need to
recognize that the employee is our most vaued and underutilized resource in the fire

service today.
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INTRODUCTION

The need to develop employees, and specificaly the new supervisor, isa
responsibility both the fire service and the private sector business share. In recent
years, the fire service has had to meet a broader variety and higher number of needs for
the citizens of our community. Thisincrease of needsis coupled with the citizen demand
for ahigher quality of current services provided. With these increased demands, one
may expect to have matching funds to provide these services. In many cases, however,
the fire service meets these demands for increased service without additiond staffing or
funds.

The need to provide the opportunity for our personnel to effectively perform
their daily duties, and provide a career path to fully use and develop their talents, isa
necessity to compete successfully in today’ s public service environment. Itisthe
Tacoma Fire Department’ s desire to continually improve the training and educationa
process used in enhancing the knowledge and skills of its employees. Currently, the
department has two teams looking into these training and educationa needs: the Training
Advancement Team (TAT), which is addressing overdl department training; and Team
2001, which is specificdly targeting those individuas wishing to promote within the
Department to fire lieutenant (the first line supervisor).

The purpose of this research project isto determine the training and educationa
needs of afire lieutenant in the Tacoma Fire Department and to provide
recommendations regarding a prerequisite to the postion of fire lieutenant. A review of
literature, aswell asinterviews conducted with Randa Beaton, Ph.D., University of
Washington School of Nursing, Department of Psychosocid and Community Hedlth,
Sesttle, Washington, and Chief Richard Graeber, Bates Technica College, Tacoma,
Washington, form the basis of the evauative research seeking to provide answers to the

following questions:
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1. What are the skills and training which are needed to be afirgt line
supervisor?

2. Wha skills or training are needed to be a safe and effective fire lieutenant in
the Tacoma Fire Department at the time of promoation to the position?

3. What established standardized prerequisite programs are offered for the

firgt line supervisor?

BACKGROUND AND SIGNIFICANCE

"Fire Departments around the globe are sarting to recognize that establishing a
direction and agod for their members, especidly the officers, is an important element of
professiona growth" (Gardiner, 1992-June, pg. 5).

The Tacoma Fire Department is unable to disoute this need exigsin its own
organization. The need to provide direction and god orientation to existing and future
officers of the department should be paramount in its day to day operations.

In 1991, the Office of the City Manager requested a study of the Tacoma Fire
Department's resource dlocations. In February 1992, the fina report was published by
TriData Corporation of Arlington, Virginia. "The prime thrust was to assessthe
adequacy of daffing levelsin the various units of the Fire Department, both to seeif a
better use of existing resources was possible and whether the City's needs were likely to
be met for theimmediate and longer term future” (TriData, 1992, pg. 1-1). Theinitid
study stlemmed from specific fiscal discussons pertaining to overtime, cal back saffing
levels of on-duty positions and total budget dollarsin atight economy. The goaswere
soon broadened to encompass a comprehensive assessment of dl functions and
sarvices of the Fire Department.

The study identified 81 problem areas and made specific recommendations to

correct the issues cited.
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Most important to this research project, eeven problem areasin the training
program wereindicated. The following € even recommendations were consdered
pertinent to the development of an officer prerequisite program:

Form a department-wide Training Task Force to develop along range plan.
Implement an officer training program.

Increase safety training.

Add atraining module on ethnic and gender sengtivity to recruit and officer
classes.

Divide training courses into modules that fit the 24-hour shift structure.
Keep training flexible and facilitate make-up time,

Develop or adgpt atraining manud to improve on consistency.

Delegate more training respongility to field personnd.

Increase the amount of evening in-house training time.

Build anew training facility to address inadequate classroom space and
upgrade teaching equipment technology.

Utilize in-service training to minimize replacement times and overtime costs.
Increase officers networking with colleagues to identify productivity-
enhancing ideas used in other departments.

Use documented training to address departmental planning and budgeting.

In 1996, the Tacoma Fire Department established the recommended task force,
the Training Advancement Team (TAT), to research and make recommendations for a
training plan to correct the deficiencies and implement the recommendations of the
TriData Report.

In November 1996, TAT conducted an organizationd training needs
assessment with division heads and supervisors. TAT facilitated an affinity diagram
which generated 75 issues in five groupings (Intradepartmental Communication Needs

Assessment, 1996-July). Thetop prioritiesin the five categories are as follows:
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Specific Training Needs: training manud, firefighter and officer certification,

use own resources and supervisor for training.

Traning Divisort Fire Channd location moved to Training Center, Training

Advisory Team, more training for personnel.

Outsde Training: access to outsde training, career development, Nationd

Fire Academy access.

Training Equipment and Facilities new training facility, training props, new

training tower and more satdlite training Sites.
Documentation:  training documentation, certification tracking and increased
accountability.

In “Tacoma Tomorrow, Planning Today for the Twenty-first Century” the City
government has been increasingly called upon to provide more servicesto its citizens,
while addressing restraints on resources (City of Tacoma Strategic Plan, 1995, pg. 58).

It has been recognized that our employees are the City’ s most important and
vaued resource. The directive of the City isto utilize these employees to provide quality
government performance by focusing upon an organizational commitment to the
customer through continuous process, performance and service improvement. We are
charged with the responsibility to foster the development of a quaity work force.

This document has established a team to develop a City-wide plan to address
the training needs of dl employees, including prerequisite training needs of employees
aspiring to become supervisors and further development of current supervisors.

Additiona supporting documents to the development of a prerequisite training
requirement for Fire Department personnd was the Labor Agreement of 1996, which
edtablished and implemented new procedures for establishing Civil Service Eligible Ligts
for the promotiona position of fire lieutenant.

This change has the following impeact:
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A snglelig from which dl lieutenant postions will be hired, to include
lieutenant dispatchers, fire ingpectors, battaion chiefs aides/safety officers,
field operations lieutenants and training lieutenants. Previous practicewas a
separate test for each of the above followed by a separate digibility list.
The minimum sarvice time requirement as afirefighter prior to taking the
promotiona exam was raised from 3 yearsto 5 years.

In order to assst personnd in preparing to be successful and competent
lieutenants, Fire Adminidration has strengthened its commitment to training
and education. Asaresult of thiscommitment, a prerequisite training
requirement will be established.

The requirement will be devel oped and approved by both Labor and
Adminigtration (Loca #31 Labor Agreement, 1996).

This research project relates to the Executive Development Program by
identifying and prioritizing subjects most commonly taught and/or required asa
prerequisite to being promoted to a supervisor or fire lieutenant. This project will alow
the Executive Officer, with the task of developing a prerequisite training sandard, to
review the recommendations of this research project and make adjustments to the

development of their own departmental needs of a prerequidite to fire lieutenant.
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LITERATURE REVIEW

Related facts and pertinent data were gathered in order to make a
recommendation regarding the prerequidite training requirements of afirefighter in the
Tacoma Fire Department desiring to advance to the firgt line supervisory podtion of fire
lieutenant.

The Tacoma Fire Department was in trangtion.  The Training Center had
gpplied for Washington State certification inits recruit training. The department planned
to train current firefighters to an equivalency of the Nationa Fire Protection Association
NFPA 1001: Standard for Fire Fighter Professonal Qualifications (1992), and NFPA

1002: Standard for Fire Department V ehicle Driver/Operator Professional

Quadifications (1993), over atwo year span.

The literature identified the subjects higtoricaly taught in professond officer
development programs, in conjunction with the private sector, for training of afirs line
supervisor. Thistraining focused on the identification of whet afire lieutenant would

need on day one of their promotion to be a safe and effective supervisor.

It is evident thet there is a difference in the focus of development programs
between the public and private sectors. The public sector traditionally focuses only on
supervisory development skills and could benefit greatly from the expanded private
sector model. This expanded mode includes customer service skills, product ddlivery

and managing the fire service generdly as a business.

Recognizing that there is a cornucopia of materiad published in the above
categories, an emphasis was placed on acknowledgment of the movement to increase
the professiondism of the fire service nationaly and the need for standardization of

training within the fire service,
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In 1993, Chief Jones of Chapel Hill, North Carolina made the prediction of
which skills and competencies the future officer would need in the year 2000.
Reviewing his prediction, and the changes that have occurred in the last seven years,
may provide an ingght on how fast the fire service is making the trangtion into the next
century (Jones, 1993-duly).

L eader ship: This has become one of the most important competencies of a
fire officer. “By the year 2000, fire officers will lead the most culturaly diverse
and gender balanced fire service ever” (Jones, 1993-July, pg. 6). It will require
excellent interpersond skills and a genuine appreciation for diversty in thefire

srvice team.

Technology: Inthisareait has become evident that al organizations will need
to make a concerted effort in keeping personnd aware of, and provide for, the

training to become proficient in the rapidly occurring changes.

Environment: The fire service has been making the natura move toward
becoming alead player in loca environmenta issues. Many departments now
provide hazardous materia teams. As cities and towns continue to face
shrinking dollars, we may find oursel ves assuming emergency managemern.
With the acquigition of these new roles, there will be a need to recognize other
agencies responghilities and the varying roles of those agencies. A strong skill
in partnership development will be needed.

Education/Training: The important roles provided by educators and trainers
has been accepted by the fire service. We continue to recognize the need to
train our own personnd. We dso have the duty of raising public awarenessin
fire sefety and loca environmentd issues. Thisisthe only way to make a
difference (Jones, 1993-duly).
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In 1993, Bates Technica College conducted a training needs assessment by
skill category of the City of Tacoma employees, including Fire Department personnel.
The assessment determined a key area of needed skills fel within the Human Relations
caegory. Thefollowing priorities were identified: ligtening skills, customer service,
dedling with difficult people, team building, time and priority management, stress
management, cultura diversity and problem solving. The only other area of sgnificant
priority fell in technologica needs, specificaly computer skills (Bates, 1993-June).

The results of the Bates needs assessment was weighed againg the fire service
specific research of Captain Debra Pryor, of the Berkeley, Cdifornia Fire Department,
which identified via survey the following ten areas of training needs for pre-officer
development within the Berkeley Fire Department:

Report writing kills

Berkdley Fire Department Adminigtrative Practices
Fire Tactics and Strategies

Hazardous Materias Scene Management
Emergency Medicd Scene Management
Community Reaions

Fire Prevention Practices

Budget Preparation

Communication (ora and written)

Human Resource Management

In summary, Capt. Pryor’s research material concluded that the performance
requirements listed in NFPA 1021: Standard for Fire Officer Professiona

Qudifications, were mogt applicable in the following twelve areas for pre-officer

development within the Berkeley Fire Department (Pryor, 1996, pg. 10, 11):
2.2 Human Resource Management



2.3

24

25

2.6

2.7

2.8

29

2.10

211

212

2.13
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Community Awareness/Public Relations
Organizationd Structure

Adminigration

Budget

Government Structure

Communications Skills

Information Management

Panning

Inspection, Investigation and Public Education
Emergency Service Ddlivery

Safety

The Bates needs assessment was a so weighed againgt the Fire Service specific

research of Training Director Ed Kirtley, Colorado Springs Fire Department. The

purpose of Kirtley's research was to prioritize the most common topicsin company

officer development programs of career fire departments. Director Kirtley wanted to

weigh the priority of subject matter taught in Company Officer Professiona

Development programs to address the lack of time to provide ample atention to al

subjects, and to make an attempt to identify which subjects would have top priority in a

limited time for teaching a set curriculum. A survey was conducted of the Training

Resource and Data Exchange (TRADE) chief training officers (Kirtley, 1996, pg. ii).

Of the 146 training chiefs who were mailed the survey, 59 responded. Of the

59 responses, the following priority of training was determined for an officer

development program. See Appendix A.
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The following programs for Fire Officers were reviewed for compatibility within

the Tacoma Fire Department’ s consideration as a prerequiite for fire lieutenant.

The Horida Fire Officer Certification Program conssts of a sevenpart

indructiona curriculum followed by atest; a certificate of competency is awarded.

The seven aress are asfollows:

Fire ServiceInstructor: Methods & Techniques. This course explores the
methods and mechanics of adult learning principles and the use of mediaand
visud ads.

Company Officer: This course provides areview of fire department
organization and adminigtration management theory, leadership, communication,
motivation and group dynamics. It focuses on how to solve problems and

Stuations encountered as a SUpervisor.

Hazardous Materials|: Thiscourseisbased on the Nationd Fire

Academy’s*“ Site Operating Practices’ program.

Hazardous Material |1: Thiscourseisaso based on the Nationd Fire
Academy’s“ Site Operating Practices’ program. With the continuation of

Hazardous Materias|.

Firefighting Tactics& Strategy |: This course coversthe basics of fire
scene management at the congtantly changing incident. It also covers how to

determine the best use of resources.

Fire Prevention Practices: This course studiesfire ingpection practices and
activities, with emphasis on fire causes, congtruction and occupancy types,

flame spread, and fire loads.
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Private Fire Protection Systems: This course covers private fire sysems
such as sprinklers, stand pipes, chemicd extinguishing agents and fire detection

systems.

Each of the above seven courses represents 40 hours and three college credits.
Upon the successful completion of the saven prerequisite courses, an individua
becomes digible to test for Fire Officer | quaification.

In 1989, Training Captain Gary Peyton, Aurora, Colorado, Fire Department,
edtablished a development program that began at the fire fighter recruit level and
proceeded through the rank of Battalion Chief. The program was implemented in 1990,
with a class made up of “78 Top Grade Firefighters’ (Peyton, 1989). All participants
had volunteered for the program and al were digible to work as acting Lieutenants
within the department.

The program itsdf was divided into twelve 8-hour modules, which covered such
aress as leadership, interpersona kills, strategies and tactics, and practica application.
The twelve month period alowed time for reading, research, projects (to include
research papers) and preparation time for examinations. Since 1994, the program has
been offered throughout the Denver metropolitan area, providing a proactive approach
to train future officers, with an emphasis on kegping the program dynamic, and

attempting to meet or surpass the state and national standards for officer certification.

The following program development occurring in King and Pierce counties of
Washington State were aso identified in the search for programs adaptable to the
Tacoma Fire Department. Their programs would mogt likely address the same
Washington State Standards, which the Tacoma Fire Department would need to

recognize.
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In 1996, the King County Training Officer Association, Officer Devel opment
Academy was sarted. The Academy dlows firefighters to complete the Nationd Fire
Professond Association 1021 Fire Officer Level 1 course within asx-week period.
The entire program is one year long and consists of eleven classes which are presented

over Six separate weeks (King County Training Officers, 1997).

In October 1997, Bates Technica College (BTC) hosted a roundtable of
Pierce County fire departments in which the Tacoma Fire Department participated. The
scope and purpose of the roundtable wasto 1) fulfill NFPA 1021 Standards for Fire
Officer, 2) provide a persond development career track for firefighters, 3) develop and
improve skills of persons currently in fire officer positions, 4) utilize curriculum that can
trandfer to college degree credit, 5) utilize distance learning capakiilities currently
available at Bates College.

Chief Richard Graeber, of BTC, led the discussions of the design and
implementation of an officer training program. The program was identified as amodified
copy of the gpproved State Board of Cdifornia Fire Officer Program. The Cdifornia
program was developed by an advisory committee of the California Fire Chiefs

Association.

The following private sector supervisory programs were reviewed to bridge the

public sector goas with the private sector business.

The City of Virginia Beach provided an accredited program in an effort to assst
al employeesin ther quest to improve themsalves and the qudity and productivity of

their organizations. The program consists of four tracks:

The Foundation Track, which should be attended by al employees.
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The Persona Growth Track, which employees are encouraged to attend, as it

provides aquaity environment whereby they can become more productive,

The Professond Development Track, which was designed to give direction to

further develop employees professondly.

The Team L eadership Track, which provides courses that are important to all

leaders working in municipa government. Thistrack focuses on policy
guidance, procedura systems and knowledge for effective leadership.

In the book by Donad R. Kirkpatrick, How to Train and Develop Supervisors,

the following study case of AT& T wasillugtrated:

“AT&T, apioneer in developing the assessment center, identified 460
supervisors considered to be superior supervisors by their managers.”
“From these supervisors, they identified the following areas as most important:

Panning the work

Controlling the work

Problem solving

Providing performance feedback

Cresting and maintaining a motivational atmaosphere

Time management

Informa oral communication

Sdf-devel opment

Written communication

Knowledge of the Bdll System
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Career counsdling

Mesting communications

“The range of courses focused on four subject areas. improving communication
skills, developing adminigtrative and supervisory skills, leading and working with people,
and making the change from aworker to a supervisor” (Kirkpatrick, 1993, pg. 204).

The Management Inditute of the University of Wisconan hasawel known
twelve-day certification program for supervisors. The program was developed for new
supervisors, aswel as those who had been supervising for severd years. This program

would dlow for an intensive, one time gpproach of training for a supervisor.

The importance of leadership and supervisory skills took priority, not only in the
need to motivate, oversee, supervise and lead the personnel assigned to afire lieutenant,
but aso to address the hedth issues which surround the fire service, aswell. The
following hedth related area was deemed important for consideration in the

development and preparation of an officer in the Tacoma Fire Department.

The professond firefighters (to include paramedics) in the cities of Everett and
Tacoma, Washington, are involved in a project by Dr. Randa Beaton, Shirley Murphy,
and Mary Sdazar, researchers at the University of Washington. The project isto
collect data on exposure to duty-related incident stressors and post trauma symptomsin
firefighters and paramedics. The study is set for a 3-year period. “These datawill
illuminate the natura history of post-trauma symptomatology, acohol use and other
stress-rdated symptoms in terms of their relationship(s) to the long-term cumulative
exposure to job-related trauma as well as to the other predictors, moderating and
mediating variables. Thefindingswill asss in the development and remedid
interventions for firefighters and serve asamodd for parald endeavors with other high

strain occupations.” (Beaton, 1997-July, Interview).
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Dr. Beaton addressed the results from the ongoing survey of TacomaFire
Department personnd which clearly indicate the personnd had a prevaence of Pogt-
Traumatic Stress Disorder of 31.7%, in comparison to the genera population at 1.2%
and wounded Vietnam Veterans at 20% (Beaton, 1997-July). Wayne Corneil, Director
of Employee Assstance Services of Heath and Wdfare in Canada, Sates that the
frequency of job related stressors, both “critical” and ‘routing’, significantly increased
the risk of Post- Traumatic Stress Disorder in Firefighters (Corneil, 1993).

The documentation collected to this point in the study provides strong evidence
that officers are experiencing higher levels of stress and urgently need to be trained to
cope with these dresses. The training of the officers will, in turn, most likely reduce the
dressorsin the firefighter ranks. The objective of the training recommended isto 1)
recognize sources and symptoms of stressin fire service supervisors, 2) ingpect
individua approaches to stress management, 3) depict some unique aspects of
management in the fire service, 4) learn avaidated modd of |leadership effectiveness
with leadership match training, 5) ascertain one' s own persond leadership style and
how it might interact with stress and Stuation control, 6) learn ways to match individud
leadership style to leadership Stuation, 7) recognize ways in which job-relevant
experience, training, stress and uncertainty interact with ones leadership style. (Beston,
1997-ly).

The review of severd articles from the fire service indicated a recurring theme

both from the veterans and current leaders of the fire sarvice:

“After dl these years, we are dill promoting first and training later.”  (Shurtleff,
1994- Augus, pg. 21-26).
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“The type of training and specific subjects need to be determined by each
department, but NFPA’ s professona qualifications serve as the beginning.”
(Smalley, 1984-August, pg.47).

“The effective fire service leeder must have diverse and flexible leadership skills
and gyles. He or she must be able to effectively articulate the organization’s
vison, and creste a sense of ownership in that vision, in numerous interna and
externd environments. Thisis leadership; anything lessis merdy managing
inertia” (Sanders, 1994- Augus, pg. 21-26).

“To meet these changes effectively they must develop the skill and inclination to
continually learn, unlearn and relearn new, different, better ways and skillsto
meatch the current state of their first due environment” (Brunacini, 1994- August,
pg. 21-26).

Lt. Bruce J. Cavdlai, in hisarticle in Fire Engineering on the subject of

Company Officer Certification, lends creditability to the importance of building a bridge
between firefighters who desire advancement and company officers responsible for
leadership duties.

The fire service has recognized that the lieutenant must motivate his or her
assigned personnel in order to accomplish the department’ s god's, both on and off the
emergency scene. “Thefire service had historicaly only done the training of its officers
by on-the-job training (OJT). How could we leave the most vauable resource in the
care of an unqudified or untrained supervisor?’ (Cavdlari, 1997-May, pg. 16). This
makes a strong statement in favor of the need for a certified program, such asthe

National Fire Protection Association 1021, Standard for Fire Officer Professiond
Qudlifications, 1992 edition.
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The 1992 edition of the above has been approved by the American Nationa
Standards Indtitute. The document outlines the performance objectives for an officer in
the fire service while dlowing each department to tailor the objectivesto meet its

organizationd responghilities.

The document iswiddy known within the fire service. Much of the reviewed
literature acknowledges its vaue in providing direction for setting Sandards, and in
providing a consstent plan from which to work. The performance of NFPA 1021
objectives are courses available through the Nationd Fire Academy in Emmitsburg,
Maryland and field programs which will provide needed networking.

The need for a strong foundation upon which to develop thefire officer is
available by providing the training set forth in NFPA 1001: Standard for Fire Fighter

Professond Qudlifications (1992), and NFPA 1002: Standard for Fire Department

Vehide Driver/Operator Professond Quadlifications, (1993).

The members of the fire service will aways hold the job specific responghilities of
Firefighter Safety, Strategy and Tactics, and Incident Management above the somewhat
mundane side of the professon most commonly referred to as the non-emergency
scene. In the padt, afire department could survive by performing a a high level of
proficiency on the emergency scene. A fire department which triesto operatein this
mode will be extinct in the dynamic fire service of today. The most accessible way to
meet the changes of today in the fire service is by acknowledging that the firefighter has
been, and continues to be, the most valued and underutilized resource available to the

fire service,
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PROCEDURES
Literature Review

The research used in preparing this paper began with aliterature review at the
Learning Resource Center located at the Nationa Emergency Training Center,
Emmitsburg, Maryland, in July 1997. Further investigation was conducted using
resources found a the Pierce County Library, Tacoma, Washington, the City of
Tacoma Human Resources and Training Divison and materid requested from fire
departments located throughout the United States.

Theinitid internd review process began by examining the Department’ s current
in-service satus and training direction. Thisreview reveded: 1) the department had
cregted atraining task force, the Training Advancement Team (TAT), 2) the
Department was in the process of reviewing the Training Advancement Team's
recommendations and 3) the Department was addressing the implementation of TAT's
proposed long range training plan. This plan outlined atwo-year program in which the
Tacoma Fire Department would anticipate it’s recruit training academy to be
Washington State Fire Service certified, and dl current firefighters be trained to a
standard equivaent of NFPA 1001: Standard for Fire Fighter Professional

Qudifications (1992), and NFPA 1002: Standard for Fire Department Vehicle

Driver/Operator Professiona Qudlifications, (1993). Acknowledging the above

direction of planned standardized training, the literature review then focused on subjects
and programs taught in established officer/supervisor development courses within the

fire service and private sector business at large.

Interviews

Interviews were conducted with Randal Beston, Ph.D., University of
Washington School of Nursing, Department of Psychosocid and Community Hedlth, on
July 1, 1997, and afollow-up interview by tdlephone on August 21, 1997. Theinitia
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interview was conducted concerning data collected on psychosocid risk factorsin the
etiology and progression of secondary traumatic stressin firefighters and paramedicsin
the Tacoma Fire Department. The follow-up interview was to address the L eadership
development program recommendation to reduce the high stressleve indicated in
Tacoma Fire Department officers.

An interview was also conducted with Chief Richard Graeber, Bates Technical
College, Tacoma, Washington, on October 10, 1997. Thisinterview concerned the
development and implementation of a Fire Officer Development Program through the

college.

Survey Site Background

The Tacoma Fire Department has four hundred and thirteen uniformed
firefighters and twenty-three civilian employees. The areaof sarvice is gpproximately
sxty square miles with a population of approximately 205,000. The sample group
conssted of on-duty uniformed employees. These included probationary firefighters,
firefighters, lieutenants, captains, battalion chiefs, assstant chiefs and deputy chiefs. The

survey was conducted on four consecutive days to reach the department’ s four shifts.

Survey Description

A survey ingrument designed and distributed by Team 2001, based on the
Kirtley Survey (1996), was used to gppraise training requirements that would meet both
current and future needs of a Tacoma Fire Department lieutenant. Design components
included afield test on a control group conssting of five percent of the uniformed
members of the Department. Following andlysis of the control group responses, Team
2001 edited the survey and digtributed the revised version to the uniformed members of
the Department.
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The subjects used on question five of the survey were the subjects selected by
the review of NFPA 1021 and the Kirtley Survey, with the find draft reviewed and
edited by members of the Team 2001 representatives. The primary eements of the
urvey were:

Questions 1 through 3 addressed persona data relative to the respondents.
Question 4 addressed the respondents’ perception of the current training of
afirelieutenant.

Quedtion 5 addressed the respondents’ perception of importanceto a
prerequisite list of subjects.

Question 6 addressed the respondents’ perception of the need of a
prerequisite to fire lieutenant.

Question 7 addressed any additional comments the respondents perceived
relevant to the survey.

Complete copies of the cover sheet and survey are located in Appendix B.

Analysis of Data
Two hundred and twenty-eight surveys were returned. The data from the
surveys was compiled, entered into a database and analyzed to determine what, if any,

CONSENSUS Or perceptions existed.

Definitions
call back staffing Theact of cdling in off-duty personnd to maintain the
minimum gtaffing leve to operate afire department
field personné  Uniformed members of a department who work within the

operations division.
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firechanne Closed-circuit televison operated by field personnel and
cvilian assgantsto produce training films and information
programswhich are aired & al fire gations
first due Refersto an assgned didtrict afire crew would be
environment respongble for and worked within that district as aroutine
assgnment
drill groups apreassigned group of crews which would attain training

together

Limitations and Assumptions

The survey was not digtributed to each group in the same manner. As each drill group
was in attendance, a survey with written ingtructions was available to complete. Some
groups were given an oral request to complete the survey and were able to request
information from the survey representative on gte, in addition to the written ingtructions.
The method of distribution did not alow for members not on duty during the four days
to participate in the survey. Of the 413 uniformed personnel digible to the survey
group, only 321 were reached for the survey due to the distribution method chosen.
Other limitations were the lack of explanation of the definitions used on the survey
questions. The assumptionsthat dl participants answered the questions truthfully and

understood the questions were not confirmed.
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RESULTS
The andyss and interpretation of the survey include areview of: 1) the
persona data of the responderts, 2) the respondents perceptions of the current training
of afire lieutenant in the department, 3) the perception of the need to require a
prerequidite to test for fire lieutenant and 4) the subject matter most pertinent for afire
lieutenant to have received prior to promotion.
Reaults of the survey questions are asfollows:
1. Of the 228 respondents’ time in service with the Tacoma Fire Department,
143 members, or 62.7%, have less than 15 years of experience.
2. With the exception of 31 respondents, or 13.6%, the remaining 197, or
86.4%, have had experience working up in an in-charge position as a
lieutenant.

3. Thefallowing is abreakdown of the respondents by rank:

Rank Number %
Firefighter 138 60.5
Frefighter/Paramedic 15 6.6
Lieutenant 52 22.8
Captain 12 5.3
Battalion Chief 9 3.9
Assgant Chief or above 2 0.9

4.  Of the respondents, 129, or 56.6%, felt that the current training for fire
lieutenant is poor. Further rating of thetraining is listed below:

Rating Number %
Poor 129 56.6
Average 81 355
Very good 16 7.0

Excellent 2 0.9
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On ascde of 0 (not very important) to 4 (very important), the following

subjects were rated by importance for anew fire lieutenant to have

received prior to the first day of appointment:

Subj ect Averagerating
Budget Management 0.6
Communications 31
Customer Service 31
Disciplinary Procedures 2.7
Fire Code Inspection Techniques 2.6
Fire Code Knowledge 24
Fire Prevention Concepts in Building Congtruction 2.6
Frefighter Safety 3.7
Incident Command System 34
Leadership 34
Management of Emergency Medica Service Incidents 34
Organization Policies and Procedures 2.6
Organizationd Structure 2.3
People Skills 3.3
Public Education Methods 21
Report/Business Writing 24
Strategy and Tactics 3.6
Subordinate Counseling 2.7
Supervison Kills 31
Training Methods 2.9



Training Methods

Supervision Skills

Subordinate Counseling

Strategy and Tactics

Report/Business Writing

Public Education Methods

People Skills

Oragnizational Structure

Organization Policies and Procedures

Management of Emergency Medical
Service Indid

Prerequisite Training

Leadership

Incident Command System

Firefighter Safety

Fire Prevention Concepts in Building
Construction

Fire Code Knowledge

Fire Code Inspections Techniques

Disciplinary Procedures

Customer Services

Communications

Buget Mgmt

0.5

2.5

Inportance of Subjects (0= not important to 4 = very important)

6. Of the 228 respondents, 149, or 65.4%, supported “required” training

and education prior to the exam process.

7. InAppendix Cisthelig of the respondents comments or concerns

24

regarding areas of training or education that were not specificdly identified

in the survey.
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Resear ch Questions

1. What arethe skillsand training that are needed to beafirst line

2.

supervisor?

The literature reviewed provided the needs assessment of employees with
the City of Tacoma, including firefighters. The main point of convergence of the
City callectively was in the Human Rdations skills: ligening skills, handling of
difficult people, customer service, cultural awvareness and team building. The area
most closely following the key focus of human relations was the need for
technologica kills, computers being the key emphasis (Bates, 1993-June).

Throughout the literature review, four key areas proved to be most
prevaent in subjects identified as being needed by a supervisor: 1) improving
communication skills, 2) developing adminidrative skills, 3) developing supervisory
skillsand foremost 4) the leading and working with people, making the change
from aworker to a supervisor (Kirkpatrick, 1993). The necessity to givea
supervisor the foundation to build on and the ability to learn in adynamic
environment was best put by Brunacini, “To meet these changes effectively they
must develop the skill and inclination to continudly learn, unlearn and relearn new,
different, better ways and skills to match the current sate of their first due
environment” (Brunacini, 1994- August, pg. 25).

What skillsor training are needed to be a safe and effective Fire Lieutenant
in the Tacoma Fire Department at the time of promotion to the position?

The results of the 2001 survey indicated that most respondents (86.3%),
have had the opportunity to work up in the position of fire lieutenant. In addition,
56.6% of the respondents perceived the current training of afire lieutenant to be
‘poor’ in arating with arange of ‘poor’ to ‘excelent’.

Survey question number five expresses the perception of the respondents as

to what subject matter is most important for anew fire lieutenant to have received
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prior to promotion. All of the subjects were rated as being significant with the
exception of ‘Budget Management’, which received arating of 0.6%.

Since the Tacoma Fire Department has chosen the foundation of a
Washington State certified recruitment program and the equivaencies of NFPA
1001 and NFPA 1002 Standards, the logical continuation of the structure would be
to follow up with the adoption of, or at least the equivaency of, NFPA 1021
Standard.

The results of the Post Traumatic Stress Disorder (PTSD) study with
Tacomaand Everett firefighters would indicate an emphasis to provide aleadership
program to address coping skills to handle the documented high levels of PTSD
being demongtrated by the participants.

. What established standardized prerequisite programs ar e offered for the
first line supervisor?

The City of VirginiaBeach's accredited program addresses their
employees quest for individua improvement and the organization, as awhole, to
improve quality and productivity. This program lends to a curriculum that builds
upon itself. The Four Track plan identifies a Foundation Track al employeeswill
find essentid. There isaso a Persona Growth Track which employees are
encouraged to atend for the development of a quality environment in which they
can become more productive. Thethird and fourth tracks, Professiona
Development and Team Leadership, provide the professona with skillsto be an
effective leader in the municipa government arena.

The Nationd Fire Protection Association’s Fire Fighter through Officer
Development Standards have provided the same type of program. They dlow an
individua in the fire service to plan hisor her individud career path and follow a
natural progression in development to aleadership postion within the fire service.

The proactive attitude of the Nationd Fire Academy to continue to srive for asdf
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imposed higher standard will dlow an individua much more freedom to manipulate
the mobility of employment. With this mobility, an enrichment has been seen. In
many ingtances, a career in the fire service darts and ends within the same
department, causing individua departments that do not network or ook outside of
thelr own organization to grow stagnant.

The need to encourage networking and standardization in officer
development programsis evident in the strong support across the United States to

develop and implement programs to support this theory.

DISCUSSION

The need to provide a career guide to employees is more evident today than at
any other noted time in history. This guide must provide a foundation that supports the
godsof the organization and the employee a the sametime.

This career guide should start with the selection process of anew recruit
firefighter. Once the recruit is hired and has started his or her professond journey
within the organization, he or she should meet a sandardized program that will alow the
individua to develop and hone their skills throughout their tenure.

It is evident there is a gap between the public sector fire service and the private
sector businessin their gpproach to accomplishing daily business. However, the
urgency of the fire service to look at itself and reevauate how it is doing business has
become evident. The need to add vaue, do more with less and provide some fiduciary
respongbilities are no longer foreign words to the fire service of today.

One of the best ways to gpproach this change is by recognizing that “our
employees are the most important and valued resource’ (Tacoma Tomorrow, 1995,
page 59). By following this approach to change, there are some essentials to address.

Thereisaneed to provide a strong foundation of basic skills and training to furnish an
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employee with a sense of ownership and the ability to affect their daily work. The
programs reviewed addressed this need to develop al employees with abasic
foundation. The NFPA 1001: Standard for Fire Fighter Professona Qudifications,

and NFPA 1002: Standard for Fire Department V ehicle Driver/Operator Professiondl

Qudifications, meet these foundation requirements for the fire service.

Once an employee has meset the standards of the foundation, he or she may
choose, or be encouraged, to make the bridge between firefighter and fire officer. Itis
only logicd to provide a program that will build on the basics dready provided within
the employee’ s foundation of knowledge. The NFPA 1021: Standard for Fire Officer

Professond Qudifications, 1992 edition, has been able to develop anationally

recognized set of clear and concise job performance requirements that address the
minimum standards for afire officer. The four progressve levels dlow both the
organization and the fire officer to have a career path to follow. The recognition of this
gstandard dlows fire officers to come together and have a common starting ground to
address current and future issues within the fire service.

The results of the study indicated that of the 228 respondents, al except 31 had
experienced working up in an in-charge pogtion asfire lieutenant. Thefact thet all
subjects on the 2001 survey, with the exception of “Budget”, were identified as needed
supports the necessity of training for firefighters prior to being promoted. The results
aso expressed that the mgjority (56.6%) of the participants perceived the current
training of afire lieutenant to be *poor’ and supported (by 65.4%) the prerequisites for
promotion to fire lieutenant.

It was evident both in the public and private sectors thet there isaneed to
improve skillsin Human Relaions. Being able to communicate and ded well with
peopl e supports the expansion of supervison and leadership skillstraining.

The areas that were understandably held to be more vita than the Human

Rdationsissues in the fire service were Firefighter Safety, and Strategy and Tactics.
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The need to perform safely and efficiently as ateam is, and will remain, the top priority

in the fire sarvice

RECOMMENDATIONS

The recommendations of this study are:

1.

The Tacoma Fire Department Training Division should continue to move forward
in attaining Washington State certification status for its Recruit Training Program.
The Tacoma Fire Department should continue to implement the Training
Advancement Team's (TAT) recommendation to train and educate al firefighters

to the NFPA 1001: Standard for Fire Fighter Professona Quadlifications and

NFPA 1002: Standard for Fire Department V ehicle Driver/Operator

Professond Qudifications equivaent. TAT should include the NFPA 1021

Standard for Fire Officer Professond Quadlifications in the overdl training plan of

the department. The above programs should be smilar in both structure and
implementation.

The City of Tacoma and the Tacoma Fire Department should continue their
partnership in the design and development of firgt line supervisor training
requirements.

The Fire Department should continue cooperative effort with Bates Technica
College in the planning of a program to fulfill the NFPA 1021: Standard for Fire

Officer Professond Qudifications. This program should provide atranferable

college credit curriculum.

The Fire Department should accept Dr. Randa Beaton's proposed offer to begin
delivery of aleadership development program to assst current Fire Officersin
coping with Post Traumatic Stress Disorder (PTSD). This program should aso

be incorporated as outlined in recommendation 6.
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Team 2001 should generate fire lieutenant prerequisites that assist the Department
in the trangtion of meeting NFPA 1001: Standard for Fire Fighter Professional

Qudifications, NFPA 1002: Standard for Fire Department Vehide

Driver/Operator Professond Qudifications, and NFPA 1021: Standard for Fire

Officer Professond Qudifications.
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Appendix A

Training Director Ed Kirtley, Colorado Springs Fire Department. The purpose of
Kirtley’ s research was to prioritize the most common topics in company officer
development programs of career fire departments.

Subject Reative Priority
S inervidon Sills 348
| eadershin 400
Fire Fiaohter Sofetv 4.68
Inferneranna Commiinications 502
Budoet Mananement 536
Internersnna Relations 578
Stratenv and Tactics 623
Incident Command Svstem 6.92
Tranina Methods 795
S ihordinate Counsdina 828
Oraanization Palicies and Procediires 862
Cudomer Sarvice 888
Distinlinarv Procedires 9.49
Oraanizationa Striictire 1052
Renart/Budiness Writina 10.70
Mananement of EMS Incidents 10.71
Public Fdiucation Methods 1233
Code Insnection Techniaiies 13.02
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Appendix B
Promotion 2001
January 15, 1996, the Tacoma Fire Department implemented new procedures for
establishing Civil Service Eligible Ligs for the promotiona position of Fire Lieutenant.
This change has the following impact.
All Lieutenant pogtions will be hired from the same digible lig, to include:
Communications, Lieutenant Dispatcher
Fire Inspectors
Battdion Chief Aides
Field Operations, Lieutenant
Training, Lieutenant
Minimum Service Requirement: The new, comprehensive Civil Service Examination will

include questions from Communications, Ingpection, Battaion Chief Aides/Safety
Officers, Field Operations, aswell as an updated focus on supervisory skills. In order
to ensure that each person has the opportunity to attend the necessary training classes
and to gain developmenta training required to develop a proficiency in each of these
aress, the new minimum years of experience for taking the exam will be established at
five yearsfor any firefighter hired after June 1996. Causing any person taking an exam
after June 1, 2001, to have aminimum of five-years experience.

This survey is being conducted by the 2001 Promotional Development Team to assist
the team in making recommendations for future training. These results will beused ina
research paper for the Nationa Fire Academy by Deputy Chief Lewis. We would

gppreciate your response to the following seven questions.
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Promotion 2001 Survey
1. How long have you been amember of the Tacoma Fire Department? (Please circle
one)
a 0-4years
b. 5-10years
c. 11-15years
d. 16-20 years
e. 21 or more
2. Have you had previous experience working up in an in-charge position asa
Lieutenant? (Please circle one))
a No
b. 1-4times
c. 5-10times
d. 11-15times
e. Over 15times
3. What isyour present position with the Tacoma Fire Department? (Please circle
one).
a Firefighter
b. Firefighter/Paramedic
c. Lieutenant
d. Captain
e Bataion Chief
f. Assgtant Chief or above
4. How effective do you fed the current Fire Lieutenant training is? (Please circle one)
a. Poor
b. Average
d. Very good
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e Excdlent
5. Pleaserate the following subjects by importance for a new Fire Lieutenant to have

received prior to their first day of appointment.

Not Important Very Important
Budget Management 0 1 2 3 4
Communications 0 1 2 3 4
Customer Service 0 1 2 3 4
Disciplinary Procedures 0 1 2 3 4
Fire Code Inspection Techniques 0 1 2 3 4
Fire Code Knowledge 0 1 2 3 4

Fire Prevention Conceptsin Building

Congtruction 0 1 2 3 4
Firefighter Safety 0 1 2 3 4
Incident Command System 0 1 2 3 4
Leadership 0 1 2 3 4
Management of Emergency

Medica Service Incidents 0 1 2 3 4
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Appendix C
PROMOTION ‘2001’ SURVEY RESULTS
QUESTIONS6 AND 7

Asamember of this Department, isit your opinion there should be prior
“required” training or education to qualify for the Lieutenants Examination
process?

Yes. To become acompany officer, | fed you must show the ability and willingness
to learn. There are certain aspects of the job you will be performing from day one
on probation. That is not the time to have no clue asto what to do (i.e., strategy-
tactics, Sze-up, offense, defense, 1.C.S.)

Yes. Anyone can read and memorize the study materid. Perhaps a degreein fire
educetion.

No response.

Yes. |f wehad aTraining Division that trained us to be supervisors and/or
firefighters on Fire Department time.

No. The Lieutenant exam process should eiminate any and al candidates who are
not capable to work in that position (wouldn't that be nice!)

Yes. To be confident in performing the job.
No.

Yes. | seealot of firefighters sudying for the Lieutenantstest. | fed that this dows
hopeful Lieutenants will want to be dl that they can be...By seeking out minimum
training prerequisites thiswill show motivation to be good vs. just be ‘good enough'’.
However, the more test takers there are for alimited number of positions, logicaly,
the qudity will be higher.

No. Thetraining should be available, but not necessarily required. As someone
who worksin charge at times, | would probably benefit from these and the
department would benefit.

Yes. Courses could be correspondence or a your own pace work at home, but a
syllabus should be followed and requirements met without exception.
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Yes. So the people coming off the list will be prepared to do the job.

No. Many of the best candidates for Fire Lt. are firefighters with years of
firefighting experience and have worked up on that position many times. More
credit should be given for experience and less to knowledge gained from books.
Experience is the best teacher. Training re-education is on job training.

Yes. All training should be on Fire Dept. time, but essentid classes should be
offered to quaify people on reports, tactics, radio/MDT, and consistency in

ingpections.
Yes. | fed the whole department could use more training.
No. You should train the way you want them trained.

Yes. | believe aminimum of 5 years field experience should be required to test. |
aso think that if oneistesting for field Lieutenant that should be their position once
promoted, not prevention, ingpection, etc..... Test those positions separately. There
should aso be some type of point scale for those testing who have attended related
classes.

Yes.

Yes. Need not be prior - can be part of probation. But there are many areas
where the Dept. isliable for supervisor performance, but thereisno training. For
example, fire ingpection qudity is extremely varigble.

Yes. | believe the programsthat have been started, i.e., FLAME classes are what
we need. On thejob practicd training from individuds gifted in a particular fidd.

No. Because of family matters not al people have time to attend classes.
Yes. Liahility purposes.

Yes. It givesthe people achance to learn some of their respongbilitiesasalt.
before going to the fid.

Yes. Future Lts. Need to acquire skills in management and leadership before
promoating. Anyone aspiring to promote should be willing to obtain the necessary
ills

Yes. Prior classesin leadership, strategy and tactics and communication skills.
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No. If you mean college type courses | think you would be losing alot of good
potentia officers for lack of time, money, family commitments, etc. However,
training provided by the Fire Dept. would be easier to work with, and more to the

point.

Yes. Inthelast few years the number of fires has decreased dramaticaly. There
it enough “onthejob” training. We need to do something to overcome the lack
of experience. Required T and E isthe only other option we have now.

No. | think that the ord exam process will be adequate to weed out people who
they think can’t do the job. The job has changed over the years, but | believe that
people desiring these positions will do what is necessary to gain the knowledge
needed. Tegting will eiminate the people who do not studly.

Yes. | believe arequirement of basic leadership and strategy/tactics classes should
be mandatory to assume aplace onthe Lts. list. Also, any time of work-ups should
count for on education time.

Somethings. There are certain kills that officers should be good at dong with
firefighters like communication skills, customer service, leadership, people kills, yes
for those who would like to advance and dl personndl.

Yes.

No.

Yes. Help to produce better officers because they have to put forth an effort before
they can be promoted.

Yes. If we (firefighters) consder oursalves professionds, then there should be a
standard we (firefighters) are expected to meet (achieve).

Yes. For new Lieutenants to be training and education.

No. The cream usudly rises. Required training and education does not necessarily
trandate to the best candidate - the testing procedure should.

No.

No. Training should be offered and expected, but | do not think it needs to be
required. Let'soffer it on duty. Most interested will take and take it serioudly.
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Yes. Thisisapipe dream though since only some can attend this training and thus
“favorites’ get thecal. If we can't pay overtime, how will people justify required
traning.

Yes. Moretraining for F.F. and accountability for City.

Yes. Promotions should be based on the ability to do the job - not time on the job
or who likes you.

Yes. | think you should have more than 1 day on the job before you can work up.

Yes. If provided by the department. To prevent decreased public opinion of
competence and reduce litigation possibilities.

Yes. Itisagood idea, dsoto makeit readily available.

Yes. Asociate decreein Fire Science to assure that dl candidates have a solid
foundation in al aspects of the fire service.

Yes. Inkey areas| think there should be mandatory training and/or education
(areasrated a4 on previous page).

Yes. If they receive some training before testing they would have a better idea of
what they are going to need to know as an officer.

Yes. Five years minimum experience on job.
Yes. You should have 10 years on job experience before promotion.

Yes. All personne should be cgpable to fill any role on afire ground. *From F.F.
to I.C. That would make al members qudify.

No.

Yes. It would increase the qudity of our fire officers.

Yes. We need to differentiate between FFs and officers with more than abar on
the collar. The difference should be knowledge of the position. Required training

and education will help our future officers attain the required knowledge.

Yes.
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No. Yes, there should be training and education, but on thejob. This Dept. should
see that everyone gets equa amounts of training and education in order to qudify
for the exam.

Yes. Need to be sure dl candidates have aminimum of experience and successtul
training regardless of their pogting.

Yes. If notraining or education isrequired, well then hell, make me chief - I'm
qudified.

Yes. To get the best people.

No. Training should be required to get appointed, but not to test. There should be
dricter standards to qudify for testing and this appears to be addressed.
REMEMBER — don't confuse time on the job with experience on the job!!

No. Prior training should be offered on a voluntary basis and “highly encouraged’.
The probation process should be used to determine the extent of a candidate’ s
qudification.

Yes.

Yes. S0 people have the necessary skillsto do thejob. Get rid of the superlist
thing! Let people who want certain positions test for them.

Yes. Bring candidates to a minimum level of knowledge and skills.

| believe that the Fire Lt. position should be atime on the job. Example: Y ou have
been on the job for 5 years or so. Are you interested in becoming aLt.?

Yes. Should know how to prepare al related paperwork involving the position
being promoted to.

Yes.

Yes.

No. Equd for al employees.

No. Only for people who are interested.

No. The City leaderswill do asthey please, 0 why waste time and effort!
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Yes. Thereisadifference between good test takers and actualy being able to do
the job.

Yes.
Yes. Thereare certain thingsa Lt. shouldn’'t be without.
No.

Yes Minimum 2-year degreein fire service related studies - provides basis of
supervison, strategy tactics, prevention, etc.

Yes. There are o many different things rdated to this position that | fed that the
way things are changing, technology, etc., to be a competent officer more training
and education should be required.

Yes. FLAME classes are agood beginning.

Yes. Thiswould assure that everyoneistied to the same standard because of
congstency of training.

No. A person should have some knowledge of the job which they are testing for.
We put so much into our first year as afirefighter, but we're left to fend for
oursalves asanew Lt.

No. If the exam iswritten well the best people will excd. The exam should be
prepared in such away that the people who do the best will have dl the necessary
skills and knowledge, therefore there is no need for required training.

Yes. Under the present Situation if you can pass the test you are promoted.
However, what has quaified you for this postion? Training in Strategy, tactics,
problem personnel, probationary policy, legd issues, safety, etc., are very much
needed. The daysof OJT are, or should be, athing of the past. Submitted by Phil
Ferrdl.

No. If you are talking about a college degree you would be diminating alot of
good prospects. Required training, yes.

Yes. Themore forma education someone has to go dong with actud field
experience, the better officers we will have. Classes taught outside the department
are often very professionally taught and offer fresh perspectives.
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Yes. Formd testing is okay prior to actual exam. That testing in conjunction with
classes will work, it will dso vaidate an important agpect of TQM - serviceto the
customer (internd) training and education, etc.

Yes. It would show that afuture candidate is putting forth extra effort to learn the
job. Unlike other occupations, afire Lt. candidate should have dl qudifications of
that position before gppointment. This can only happen with rigorous training and
devel opment courses.

Yes. Uniformd [not sureif the writer means uniform or informd] training.
No. Not unless provided by department while on the payroll.

Yes. Thiswould only enhance the abilities of al firefighters, while providing detailed
information to those who would be in a supervisory/command position.

Yes. | believe preparation and knowledge is the key to success. Minimum classes
in management and supervision can help some be a better supervisor — however, in
our field, we need to know alittle bit about everything. Like building congtruction,
fire tactics, hazmat incidents, EMS. We must dso stay current on these things.

No. Not to qudify for the process, but a period of time to function asLt. or
practice those skillswith aLt. or Cpt. working aso. SomeLts. and Cpts. do a
great job making sure their driver and 3rd get experience on the job with their
supervison and they are much more prepared to work up when needed.

Yes. Dueto theinconsstency of experience and training that currently exigs. Plus
alack of common sense and judgment on the part of some individua.

Yes. | think the training should be provided to the employee a no cost and on
duty, if possble.

Yes. Right now thereisno Lt. training. It's study the books on the list and that’ s it.
There are no redl classesto teach someone how to bealLt. The good ones (Lts)

are the ones that do studying and classes on their own.

No. You just never know who or how aperson will be to work with. An officer
has to be as flexible with every day so no one way works (if that makes any sense).

No. Thereisno need for apre-qudification. Thereisaneed for more on the job
experience prior to promotion.

Yes. The current in-house “forma” classroom type ingruction will be sufficient.
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Yes. If required training istruly avalable for dl interested in advancement.
Preferably onthe job. Thistype of information is good whether promoted or not.
The test should be pertinent and point to the ones most qudified.

No.

Yes. There should be required training and reading from dl important aress, and
then the test should be written from that training and reading. All test questions
should be rdevant, important to being aLt. and just triviaB.S. to seeif you read a
section of the study materid!!!

Yes. To standardize the qudity and level of expertise of our supervisory personnel.
No.
Yes. But the testing process should address the level of same,

A required amount of time on job. Some training should be required and provided
after passing promationa exam.

No.

Yes. Sothat we would al be on the same page, so to spesk, asfar as expectations
and job requirements, i.e., consstency at comm. bldg. inspections.

Yes. With prior training, the new “Lts.” stepping into their positions will have a
better grasp of their duties and respongbilities. Requiring ayear’ s worth (college)
of reading materid (verified at alocd Community College) and expect your new
Lts. to beready isunredigtic. The FLAME classes are an awvesome tool to use for
Lt. preparation. 1I’'m not damming those who prescribed this amount of materid,
please don't take thiswrong. The direction you are going is excdlent, by requiring
classes before promotion will reduce the “cram it in your brain and flush it out as
soon as the test is over” mentdity. Consolidating test sudy materia and the
gpreading out of required classes will provide this department with better officers.
Things are going in the right direction.

Yes

No. However, once alist is established, each of these people need to be trained to
aminimum standard and given amentor to work under prior to actua promotion.
Also, no person should be allowed to work up with less experience than is required
to take thetest. Thedept. isasking for a catastrophe. Policy must be made to
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move an experienced person from their permanent post to accomplish adequate
coverage for the good of the dept.

No.
Yes. You haveto have training and experience in order to be good at your job.

No. | believe there should be no required training to qudify. | think that not
requiring training shows how sdf-motivated the candidate is to get the training to be
proficient at the task. However, | think the department should offer as much
opportunity as possible for such people who are interested.

No. Some people may aready have obtained those skills and may demongtrate
their qudifications through the test/interview process.

Yes. Moving experience from 3 to 5 years minimum is just the first step to ensure
experience “under the belt” for future lieutenantsto be. Prior training and education
for these people should be a mugt, after al that position carries incredible
respongbility. We cannot afford to lack in this area.

No.

Yes. | fed that there should be some sort of training prior to and after promotion
provided by the dept., i.e., the tactics class put on by B/C Garza, B/C Mitchell,
Capt. Schiesz, Lt. Scott. | think that we al could benefit from it before someone
gets hurt.

No. It's genetics that determines what type of officer you are going to be. No
amount of training will make a“bad” candidate a good officer - a“mediocre’
candidate will remain that regardless of schooling - agood officer will be good
without any schooling provided to them.

Yes.

Yes. We should provide access to continuing education in dl the relevant fields of
sudy. It only servesto help improve (on the average) the quality of leadership.
And then you' re assured the candidates have at |east been exposed to certain areas
of study instead of assuming that they possess the necessary knowledge.

Yes. Standardized training leading to a certificate. Certificate would be required
for Lt. promotiond.
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Yes. Work-up timeis very important, that'swhen | fed | have received the most
traning.

Yes. Guarantees minimum qudifications.

Yes*. Badc training should be provided/available on duty. Toinclude: ingpecting,
EMS-fire reports, supervisory stuff, tactics, etc. * | do not believe a college degree
should be required.

Yes. Toensure qudified applicants.

No.

Yes. Unfortunately, there are afew officers| don't fed confident/comfortable with
their ability or method.

Yes.

Yes.

No. No, it shouldn’t be “required’. Training and education should be used as
bonus points, just like military service. Training and education till do not enable a
person to be a good officer, but rather a combination of training (education),
studying (test), and experience is needed.

No. No, asfar asforma college education - a“degree’. Although some college
may be useful it should not be required to have. Some basic classes offered by the
dept. should certainly be required.

Yes. WE I be putting better qudity officers on the street when we give them the
skillsthey need prior to appointment asaLt.

No. You should be able to get the training that the department wants from the
department when time comes. But anyone can get extraon their own.

No. Prior to appointment, but after exam.

No. Not required, but at the very least offered. A constant, well-rounded
mentorship program could be put together with classroom and field time.

Yes. Common sense dictates. Poor sKkills previoudly.

No.
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Yes. You haveto have an understanding and experience to lead individuasinto
fires

Yes. | aminfavor of ongoing training and educeation for al members, but not a
required “lig”. If you miss“one’ class, you're out, would not be agood ideaiin my
mind.

Yes. Becausein most other careers you must receive or be trained to carry out the
gods and objectives of the leaders at the top. It is necessary to dl be on the same
page so that cohesion will result. This dso breeds closeness, reliance and
camaraderie.

No. Fiveyears experience asfirefighter. Good people skills and firefighting skills.
Yes. Pleaseinform and train personnel on the exact things required of anew fire
lieutenant. Make dl reference materids easily avaladle to al prospective
goplicants. Update dl gation libraries with current study materias/related reference
materias.

No. Moretraining after passing the test.

Yes. Because of the tremendous responsihility.

Yes. It would show the extra desire to become alieutenant, and aso you would
end up with a more competent officer.

Yes. Knowledge and experience are the keys to confident, trustworthy leaders.
Conversdly, the lack of these make for life-threatening mistakes.

No.

Yes. | bdieve the ongoing education of working a busy rig and “being there’
should count for something. Asfor forma classes, I'm not sure of their
effectiveness as compared to the informa learning. | believe aso that past
performance as afirefighter should be considered in promotion, though | don’t
know how that could be done.

Yes. Tactics and strategy/fireground management, ICS1IMS,

Yes. Thefuture Lt. should be required to have more experience than what is
expected now. There should be classes before they are able to promote.
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Yes.
Yes. Sothat everyone a least darts with the same information.

Yes. Generaly, the more qudified and educated someone is, the better |eader
they’ll be. | think a better trained/educated person has a smaler chance to lack the
skills many leaders on the department don't have: communication and leedership
ills

Yes. A person needsto know what is expected of them as afire Lt., but aso have
sometraining in what isinvolved in the job. With prior experience and training they
have knowledge to fal back on a incidents that requireit.

Yes. Helpsthose people be ready for job.

Yes. People working in authority must have people skills and conceptsin
management. They should have some forma education beyond high school like an
AA degree or equivalent.

Yes. Thisisno place or position for “on-the-job training”. Prerequisites will
produce a more qudified candidate. Thisis more fair for the candidate (it equips
them to do the job) and more fair for the citizen - they receive better service from
more knowledgegble officers.

Yes. There should be classes on what the Lts. do! A mentor program to follow up
skills and knowledge - measurable, attainable things.

Yes. Every member is required to know most dl policies/procedures anyway.
Some Hf-initiative isindicated to make this important pogition judtifiable,

Yes. Too many people don’t know what they’ re doing.

Yes | fed that the Lts. should understand fully the ICS and the disciplinary actions
of the fire department. He should also have the basic understanding of the COs and
SOPs.

No. | think training isimportant, but it doesn’t necessarily have to be taken before
the exam process. One could tighten up the exam process then train people who
do well.

Yes. Some. Some F/F have young families a home and can't spend as much time
that others without families or such can. But they are just as qudified sometimes.
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Yes. Tofill inthe gaps of the on-the-job training people get now - spedific training
before the exam process would enhance the promotion process.

Yes. | fed that the more education, the better the possibility of success.

No. | believethat if the individuas want to advance that they will seek the
knowledge and opportunities to prepare on their own. | don’t believe that having
required classes and for some reason a qualified person can't attend, then they can’t
promote.

Yes. Require acommon sensetest.

No. Better, updated, more inclusive SOPs would be of more benefit.

Yes. Offered by TFD, attendance voluntary and unpaid. Because currently thereis
no formd training for Lts. (or above); just B/C - they pass awritten exam they are
deemed promotable. Please!

No. Timeonthejob (5 or more years) isthe best prior training.

Yes. Experience on abusy company should be required prior to taking exam.
Experience is one factor that a written exam cannot adequately test, yet the position
is reactionoriented and handling a Stuation so often is based on what you have
seen succeed or fail in the past.

Yes. There should be required training if it iswith time on duty to attend. Or there
should be required training after promotion with time on duty to attend.

Yes. Sometimes the field probation does not cover most of the Situations or events
which alieutenant will encounter.

Yes. Should be required to have experience on a busy company (>1200 callsyear)
- ingtead of being on adow company and having lots of study time.

Yes. The study materid isjust that, | fed that criteria should be set forth and then
the person eva uated as to the ability/competency of said person. A good example
isthe military service-wide exams.

Yes.

Yes. Sothey will have the knowledge from the art rather than learning as they go.

Yes. Fireatack methods and most effective use and management of water.
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Yes.
Yes. Teding by itsdf isinadequate, especidly if the test ison trivia subject matter.

Yes. Itisthe department’s responshility to train and educate its people to assume
positions of higher respongbility and it is aso the department’ s repongibility to
select the mogt qudified for the pogtion. Training and education make for better
candidates.

No. It seemsthat the primary skills needed to qudify for lieutenant are gained
through experience.

Yes.

Yes. Some job related classes should be required.

Yes. | think there should be a Captain mentoring program on each shift.
No.

No. Aslong asyou receive training and guidance during your probationary 6
months, | think it would be fine. Maybe some required classes after you' ve passed
the exam process, but seniority should play alarger part and less of this subjective
ord board stuff which tendsto just be the buzz words for the *90s’ or imaginary
firefighter questions.

Yes. Not dl firefighters get the same training from their Lts. (don’t have good role
models). Maybe not required ‘prior’ education, but training during probation, and
accountability for not doing well. Similar to F/F probation, specific tasks and
projects (not the aa type) to be completed showing knowledge of position. Program
smilar to NFDA apprenticeship.

Yes. Traning in accordance with the ability to handle the Lt./supervisory pogtion.
The ahility to test well does not indicate the ability to lead.

Yes. Inhouse class, for example the FLAME class. Other than in-house, no.

Yes. It'snot just the norma redm of thingsto go. It isan advancement up the
command gructure.

No. But thetest should be such that candidates would need to sudy awide variety
of subjectsto be able to pass.
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Yes. | fed that as a department we do a poor job of preparing ourselves for
leadership roles. We should not have to depend on members to make voluntary
effortsto receivetraining, i.e, FLAME classes. It isthe department’ s responsibility
totran us,

No. Even people with prior education need to brush up or be brought up to speed
on departmental policies/procedures/requirements.

Yes
No.

Yes. The current test seems nearly an arbitrary test. If we had required courses
with passing grades required, we could skip the written exam and have educated
candidates.

No. But I think it should be required during their probationary period and time as
they await promotion (on list).

Yes. Writing skills, a90- or 100-level college course and some interpersona
relations.

No. OJT ishow we started as F/Fs! Y ou're not alowed to take the test until
you' ve been on the job a certain number of years and thisis where you get your
basics. During probation, enhance the basics and throughout career provide
ongoing refresher courses.

Yes. Some classes pertaining to people skillsin addition to technicd training.

Yes. Too often unqudified/ignorant “work-ups’ are placed in aposition to make
decisonsthey are not qudified to make. Whether it be lack of knowledge, inability
to use the MDT/CADSRMS system, or inexperience with firedEMS, early
gructured training could help dleviate this problem.

Yes. The prior education/training would prove invauable in every aspect of our
professon. Each member of our department would have a better understanding of
our gods, procedures, etc. It would aso identify those of officer quality vs. those
who merely test well.

No. | fed there should be a stronger process of training once the Lieutenant's
examination process has been passed. | fed it should be most smilar to the process
probationary F/Fs go through.
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Yes. Training and education makes good leadership.
Yes. Incident command; fire strategy/tactics, leadership; 5 years experience.

No. I’'m aproduct of experience, knowledge attained by waiting for years before
testing, but viewed by Adminigtration as a detriment because by waiting for (on the
job experience) gives the impression as not as driven or not an up and comer.

Yes. Theway it stands now, a probationary lieutenant has little to no training. They
need some preparation asto the redities and day to day responsibilities.

Yes. The current process does not prepare individuds for officer postions. | have
severd areas of concern that are currently not being addressed in an academic
environment, i.e., leadership, tactics, managerid skills, discipline, report writing,
IMS (ICS), etc. Submitted by Michadl S. Mitchell

Yes. Thetraining to be an officer in TFD islacking. | believe there should be a
course that must be completed with a passing score prior to being digible to take
the exam.

Yes. Currently, with no required training/education, many aress afirs level
supervisor should have are not being met.

Yes. | would like to see atraining syllabus made up by the department. That
would be signed off by Training. Thiswould need to be completed prior to testing.

Yes. Itisnot far to our people to throw them into aleadership position without
giving them the tools they need to be successful and effective.

Yes. If paid and provided. If not, no.
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If therewereany areas of training or education that were not mentioned in
the questions above that you think would be important to a Fire Lieutenant
prior to hisor her first day of promotion, please add any comments or
concerns below you feel the team should be awar e of.

Computer.

Indl the books and technical publications | have reed sudying for Lt., most ded
with how the authors ded with Stuations on their depts. Although good, sound
tactics and drategies are universd, the real meet of being an effective officer isin
having the experience to ded with problems that arisetime and time again. All the
theoretical methods are well and fine, but having seen what works and knowing
how to apply lessons learned by observing qudity leadership/by experienceisthe
best way to produce a qudlity officer.

I nspection consstency.

Not in terms of subject matter. Delivery of training ignores the irregular nature of
our shift schedule. Provide each class/course twice.

We are not using well respected leaders in the department to teach the younger. |
even suggest inviting some retired officers back to share their knowledge and
experience with the TFD officers.

Remember that it's not just book smartsthat makeaLt. Y ou need good common
sense and field experience.

Must have at least 1 year drivers experience.

| do believe afloating list (rotating list) so that if you passaLts. exam once and are
given aplacement on the list asthe next 3 year list is established any remaining
personnd should automaticaly head the new ligt.

How one can enjoy their jobs and have fun doing it while providing great services.
Lighten up, Dude.

Hire the best person for the job without regard to race or gender. Have a
meaningful probationary period - be impartid and frank during evauations.

How about hiring Lieutenants off the list as a class with rankings and send them
through an academy once ayear. Six weeks of training in criticd areas and
everyone comes out on the same page thinking.
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Seemslikethe Lts. job isjust atoken pogtion that anyone can fill at anytime. Just
work someone up and don’t worry about it.

More time on the job or away of tracking number of cals run per individua as part
of the equation, i.e.,, experience pointsvs. chronological. (E-15vs. E-10)

| think the most important thing for afire Lt. is past on the job experience! Five
yearsto be aminimum!

Common sense.

Should be concerned with whether or not an individua can or cannot effectively
extinguish afire and coordinate an emergency medicd scene.

Basic building congtruction.
Give them fidd experience.

Take away the written test that fills your mind full of superfluous bullshit and return
to basics. The above procedure would help in making a Lt. become
knowledgeable and help gain confidence dong with a sense of leadership.

Computer skills.
No.

You listed people skills - how can you teach that?? People are set. It'shard to
make somebody a people person. Sometimes a badge multiplies their problems.

| think they were adequately covered.
Sexud harassment/race rdaions training.

People skills and firefighting tactics should be paramount. This would be in the best
interest of the team and the public (people skills on ad cdls and work reationships,
tactics on fires to limit damage).

| think a program to develop and culture officersis necessary. | think thefirst test
should qudify theindividua for the training program. Then the program would
encompass all facets of fire dept. operation. In the process, the person would
sudy, test and move to the next block of training. During this training process,
passing each station would be necessary. Ultimately, the test for promotion would
establish the list of persons“qudified” to be officers. Submitted by Phil Ferrell.
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Since we don't get very many fires, the more fire-related classes people receive the
better. More emphasis on customer service, especidly on EMScdls. Fire
suppression systems and fire ingpection technique classes would be good. (Also
run down on how Communications works, €tc.)

Orientation to supervison and counsding techniques. The importance of holding a
commisson inthiscity. Everyoneisnot suited for working & Communications—
maybe you need to back away from required stay there!

Pretty much covered in survey.

Computer training to enter fire reports.

None.

| would stress more on the subjects of communication (personnel and interactive);
aso EMS protocol.

| think we need to congtruct an “OTC” - Officers Training Course. Beita3or 5
day class on covering everyday things an officer needsto know. Example:
paperwork, fire reports, reporting exposures, disciplinary actions, fire tactics, etc.
This would make things more uniform, but will prevent people from shooting off the
hip.

Beflexible and patient.
| am not qudified to have an opinion in this maiter.
Public relations/perceptions.

Tacoma City government overview, Total Qudity concepts, understanding of
strategy and tactics (the whys and how comes).

Motivation - this job redly depends on sdf-motivated type people to do the job
wal.

The City needsto offer tuition reimbursement for fire service courses at loca
colleges. Mandatory organized scenario-driven training needs to be pushed by
Training. 1t'snot years on the job that gives experience, itisruns, i.e., 1 year a 10s
=10yearsat 15s.

Ten years experience before taking test; five years between each promotion.
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Through [? thorough] CADS & RMS training.

It was mentioned, but | would like to stress the opportunity to work up, dso the Lt.
should explain and help their crew understand their job and the respongbility of the
position more. | aso think decison making skills are very important.

Officers from Chiefs down who have persond problems should not be dlowed to
let them affect the rest of the personnd in the dations.

| can't think of any a thistime.

How to get along with people around you and the art of compromise would be
good subjects for fire officer candidates, but again refer to question #6's answer.
(#6 It's genetics that determine what type of officer you are going to be. No
amount of training will make a“bad” candidate agood officer - a“mediocre’
candidate will remain that regardless of schooling - agood officer will be good
without any schooling provided to them.)

No.

Onjobtraining: i.e, dlow driver or 3rd work in charge w/ officer present. This
would dlow on job training w/ instant feedback.

We take the timeto train firefighters before placing them in the fidd, we train fire
communication officers prior to field duties, we train fire ingpectors prior to field
duties. We need to establish st criteriato train fire lieutenants BEFORE placing
them inthefield. Put them on two weeks specid assgnment at Training to be
trained. You would not put an EMT out in the field as a paramedic until he has
completed dl of hisher training.

Training to build confidence in leedership through example, not to just follow the
crowd for fear of ridicule.

Basic hazmat, urban rescue - high angle rescue.
Butt Smooching 101.
MDT training and computer report training.

Ten years experience and must dso serve as driver for two years and afirefighter
(not paramedic) for five years.
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Re-emphasizing a strong emphasis on strategy and tactics plus communication
(radio) is of utmost importance to me.

| dso think fire strategies need to be brought up. I'd like to add “more often”, but
when are they brought up? | redly can’t believe we can't find the time to write a
brief post-fire critique of mgor fires - is there an explanaion?

Asasubset of strategy and tactics - decison making, Sze-up, & risk

managemen.

The role of the Chief’s Aide in passport accountability and

fireground/emergency scene safety management.

Management of the technical/specia rescue scene

Company officer’srolein disaster response & preparation

The officer’ srole in pre-fire/pre-incident training.

No preference to “over achievers’ or resume builders. JOB RELEVANT test
procedures.

More ICS classes. More classes that involve the Sze-up and tactics of firefighting.
Computer kills. RMS, MDT.

Possbly in the future fire promationd reading materid could be made available over
the Internet.

Thereisaneed for experience in emergency Stuations.
Experience.
| think you get most of them.

MDT and CADS experience. Knowing how the department works - who handles
what or fixes what.

No.
Decison making. Beresponsible for actions.
Compuiter training to write and file reports and ingpections.

Common sensetraining! Magtery of socid skilld
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Traning is establishing what the true problemis “before’ the solution is
implemented.

The current list seemsto cover the expected scope of practice.
Temporary gppointment and working up.
Experience.

| believe a proactive gpproach in providing prior educationa requirements would
greatly increase an individud’ s potentid ability to serve in an officer podgition. The
traditional approach of studying many different sources has much to be changed. It
isineffective and shortsghted. Mandatory requirements should be in place prior to
eigibility for Lt. and again throughout one' s career. Education! Education!
Education! Submitted by Michad S. Mitchell

Asanewer member of TFD, | constantly hear TFD personnel complain about the
lack of any quality dassesinvolving officer leadership. Personnel complain that
there are no orders to help prepare them for aleadership role. Also, it isfelt that
there islittle preparation for company tactica training. Areas with some specidized
training should be required such as confined space training/trench rescue.
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